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MEMORANDUM FOR THE RECORD

SUBJECT : Establishment of Staff of Internal Organization
Development Specialists or Consultants

REFERENCE: Notes from the Director No. 1

Background

1. 1In September 1976 I submitted an Employee Suggestion
recommending the establishment of a Staff of Internal
‘ Organization Development consultants, or specialists, to

/// provide management, from the Directorate level down through
the Branch or even Section level, with internal resources
for diagnostic and consultative services to any unit at
any level for those areas of management that fall within the
scope of Organization Development. Some of the areas that
typically fall within the scope of OD are: action rescarch;
survey and feedback; organizational renewal; team building;
affirmative action; vertical and lateral communications,
conflict management; role c¢larification, role negotiation,
job enrichment; career planning; interpersonal competence
acquisition; and MBO.

2. I feel in retrospect that I chose the wrong forum,
in that my intent was to propose an idea or concept for
management to consider for development into a dynamic manage-
ment process tool. I had no thoughts or desire to quantify
or try to relate the concept to the traditional monetary
reward format with which most employee suggestions are processed.

Critique and Clarification

3. After reviewing the evaluations of my Employee
Suggestion #77-93 I am convinced not only of the applicability
but the need for a dynamic management tool such as an internal
staff of organization development specialists. The two
evaluations of my suggestion, one by OP md one by DDA, were.
completely at odds in their perceptions of Organization
Development. OP based their response on the premise that

State Department review completed

e
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SUBJECT: Establishment of Staff of Internal Organization
Development Specialists or Consultants

OD is only applicable in a centralized form of management
whereas the DDA response assumed the premise that its appli-
cability is to decentralized management. OD is in fact used
in industry and the federal government in both managerial.
cultures. Organization Development is a dynamic process,
providing a mechanism to continually sense and assess an
organization's culture and ascertain if there is a need for
change and if so, what change. There are several premises
on which OD is based, two are: that there is always room
for improvement or adjustment in an organization; and given
that the external world is constantly changing, it is better
to deal with change as an ongoing dynamic process rather than
waiting for problems to develop or a crisis to arise and
then resorting to corrective or catch-up action.

4. Warren Bennis (president, University of Cincinnati)
and Wendell French (professor, University of Washington)
define Organization Development as a long range effort to
improve an organization's problem solving and renewal pro-
cesses, particularly through a more effective and collaborative
management of organizational culture, with the assistance of
a change agent, or catalyst, and the use of the theory and
technology of applied behavioral science, including action
research. It is a complex educational strategy intended to
inculcate or reinforce beliefs, attitudes, values, and
structures of organizations to enable them to better adapt
to new technologies, markets, requirements, challenges, and
the dizzying rate of change itself. »

5. The DDA evaluation adequately refutes the OP evalua-
tion, and on the whole presents more supportive data to the
suggestion than it does data to support its recommendation
to decline the suggestion. Some examples are: ''systematically
apply behavioral science principles--to improve the extent to
which the organization accomplishes its goals or carries out
its mission'"; "OD is a dynamic process providing a mechanism
to continually rccognize and reduce deficiencies--on the
premise that however effective and organization may perform,
it could be improved"; (can't we improve?) 'Although OD
concepts are applicable for large organizations, such as the
CIA, the focus of OD is usually toward components such as
Offices, Divisions, or Branches. (exactly what I .suggested)

: .
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SUBJECT: Establishment of Staff of Internal Organization
Development Specialists or Consultants

"The consultant (their assumption is external, my suggestion
is internal) works with organizational members in identifying
key problem areas (e.g., group interaction, lateral communica-
tions), what changes are desired, how change should be
implemented, and how resultant change should be assessed,"
""OD is consistent with a decentralized form of management

such as that within the Agency." e

6. The cvaluation then proceeds to identify several
individual things the Agency does, '"consistent with the basic
tenets of OD" e.g., attitude surveys, the creative leadership
seminar (under development), the Levinson seminars, the
Managerial Grid course, assessment centers, MBO. The closing

paragraph starts with "In conclusion, the framework for an OD
effort already exists within the Agency."

7. Many of these same areas and problems. are identified
in the report on two seminars on Creativity and Ethics in CIA
published by the Center for the Study of Intelligence, OTR.

- 8. Some of the issues raised by the Seminar on Creativity
and Ethics in CIA (17-18 January 1977) are those that lend
themselves to an Organization Development effort and demon-
strate that senior level officers of the Agency recognize
the need for improvement, adjustment, and change. Some
examples are:

a. better vertical and cross-Directorate communica-
tions in CIA; ‘

b. elimination of the bureaucratic isolation of
office-level components across Directorates;

c. clarification of the aims, goals, and purposes
of the Agency;

d. stressing those parts of MBO perceived as lacking
in the Agency, i.e., sense of participation and better
vertical communications;

e. clarification of expectations;

-3
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SUBJECT: Establishment of Staff of Internal Organization
Development Specialists or Consultants

f. broadening of decision making procesé;

more interdisciplinary and team approaches;
h. Better recognition of creative initiatives;
i. better feedback, i.e., more;

J. <Zero-based management review of organizational
tasks, methods, and management processes.

9. In conclusion, I would address the prevalent myth
that OD is only practiced by Organizational Psychologists.
The US Army develops its own internal OD specialists for its
current programs in MILPERCEN , DESPERS, FORSCOM, and 82nd
Airborne to name a few I'm personally aware of. The US Navy
does much the same thing for its Human Resource Development
centers. Most of those entering the field of Organization
Development as practioners are now coming out of graduate
programs in OD. There is a growing number of Federal employees
moving into the field of OD through the two local graduate
programs at American and George Washington Universities.
There is an informal network of practicing OD specialists
representing 9 or 10 different agencies that meet monthly
under the sponsorship of the CSC. The Bureau of Navy Personnel
is currently in the process of establishing a job description
for organization development specialists. The development of
our own staff of internal organization development specialists
would require the assistance of an external Organization
Development Consultant with experience in helping to establish
an Internal Staff. There are many prominent OD consultants 25X1A
with the capabilities and commensurate experience.

Attachments:
A - Employee Suggestion #77-93
B - OP Evaluation
C - DDA Evaluation

-4-
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1. T have noted that there ave few established systems of
personalized communications between senior management and all of the’

- employees of our Agency. Accordingly, I am instituting this series of
Director's notes which will be posted on the bulletin boards, distributed
to offices, and sent by meésage to posts overseas from time to time
when there are items which I consider to be of interest to all of us
in the Central Intelligence Agency.

2. DIRECTOR'S NOTES:

a. Open Budget:

Last week the Senate Select Committee on Intelligence held
testimony on whether or not to declassify the National Foreign
Intelligence Program budget. It was my position that publishing
a single budget‘figure could be an important part of ouf program
of greater openness with the Americaﬁ public and need not
endanger our Security or activities. I advised the Committee, -
however, that we must hold the line rigidly at the single
figure only. It is now up to the Congress to decide whether
or not to Telease an open budget figure.

b. Energy Reports:

Over the last two weeks we have released to the public
unclassified versions of two outstanding studies completed by

Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5
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" our economists. These have made a very useful contribution to the

critical and public discussions that afe going on about our
energy prospects. Although the Agency has been criticized for
appearing o have released these pUblicatio;s for the purpose
of supporting the President's energy program, this was in fact
not the case, The studies had been .in progress for over a year
and tﬁéir results wefe not known to the President until well
after his program was under development. The information
contained in them was of such significance that it would have
been a disservice to our country not to have made it availablé.
It is my intention to continue to provide wnclassified information
to the public whenever it will be of value. They pay for our
services and deserve to benefit directly from them as much as
possible within-our security limitations.

c. [ ]lLetter:

A former employee, wrote an

open letter to me which was published in The Washington Post.

The letter contains several allegations of improper conduct

on the part of the Agency, as well as management deficiencies.

Although déclined.my personal request to elaborate

and be more specific on these charges, I intend to investigate

them diligently. It would be most helpful if employees

with complaints, suggestions, or observations to report would

follow the procedures of] in forwarding such information

either to the Inspector Gencral, the DDCI, or myself--or to
the Intelligence Oversight Board directly and privately. We all

want to -improve our Agency in any way that we can, and suggestions

=2-
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" or constructive criticisms or reports of apparent improprieties

or illegalities are encouraged.

d. Director's Invitation:

-
In my talk to employees on 28 March, I invited direct

written and private communications from any emﬁio}ee during the

follow?ng 60 days. The question has come up as to whether

the cutoff could be extended. It is extended indefinitely

and I would welcome communications of a constructive nature

at any time.

STANSFIELD TURNER
Admiral, U.S. Navy
Director

-3
Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5



EMPLOYEE SUGGESTION (Do Not Write in This Space)
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IDEAS THE ACCEPTANCE BY ME OF A CASH AWARD FOR THIS SUGGESTION SHALL
CONSTITUTE AN AGREEMENT THAT THE USE OF THE SUGGESTION BY THE
UNITED STATES SHALL NOT FORM THE BASIS OF A FURTHER CLAIM OF ANY
REVS NATURE UPON THE UMITED STATES BY ME, MY HFIRS, OR ASSIGNS.
o55
Bk o STATINTL
FUTURE _
3 Septenmber 76
l NAI\&% OF_SUGSESTER | POSITION TITLE GRADE
STATIN X MR. ontractin
O e Fficor's Tech Rep |GS-09
H ROOM BUILDING OFF/DIV/BRANCH H
Q - Q
STATINTE ¢ 0C-E/CED/CEB §
0 6]
TELEPHON
'l‘j E IF CONSULTATION IS REQUIRED, MAY WE X| VYES 'ﬁ
y REFER YOUR NAME TO THE EVALUATOR? NO v
TITLE OR SUBJECT OF SUGGESTION o SUGGESTION NO.
Establishment of Internal Organization Development -
Consultants oo T s

PRESENT METHOD

N/A

| SUGGEST

. My suggestion is that the Agency establish a unit to provide
diagnostic and consultative services as an internal resource in the
areas of organizational development. Such a staff could be easily
incorporated either into the Office of Training or as a separate
staff of the DDA. An Organization Development Staff could provide
internal resources for diagnostic and consultatives services to any
organizational unit within the Agency relating to any of those areas
that fall within the defined areas of Organization Development, e.g.,
action research, feedback, interpersonal competence acquisition,
organizational renewal, team building, conflict management, role
negotation, role clarification, and job enrichment; and those areas
of MBO (which are inherently self-defining as areas of Organization
Development) which require collaborative teamwork in order to make
Management by Objectives a viable form of managment. (Continued next page)

ADVANTAGES

N/A
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EMPLOYEE SUGGESTION (continued)

I have developed the feeling in reading staff notes at the
directorate level that there is a desire within the Agency to
better establish collaborative efforts at the interoffice level
within a directorate to work more effectively and more cohesively
as an organizational unit rather than as many subunits autonomous
unto themselves, finding themselves in a position of having a
somewhat nebulous idea of their responsibilities or commitments
to a total organizational goal or effort. Having an internal
staff that could provide internal resources to diagnose and to
consult to the organizational questions that fall within
Organization Development could be useful at many levels of
the Agency; at the total organizational level (interdirectorate
level), within a particular directorate at the interoffice level,
or within an office at the interdivision or the interbranch
level. It could also be applicable within a branch working
with first and second line supervisors and managers to establish
a more effective work unit that could identify with organizational
goals and objectives beyond that of their branch. '

Organization Development efforts are spreading quickly
throughout the Federal Government. Some of those of which
I am aware begin in the Ciwvil Service Commission itself and
are found also in the General Accounting Office, in the Social
Security Administraion, in the National Institutes of Health,
in the Interior Department, in the Human Resources Development
Section of the Navy, in several divisions of the Army at the
-active duty military level, in the Housing and Urban Development
Department, in the Internal Revenue Service, in the Federal '
Aviation Administration, in the Federal Housing Loan Bank Board,
in the Postal Service, in the Bureau of Engraving and Printing,
and in the State Department. '

The main thrust of any area of Organization Development goes
beyond the cognitive level to the process level, assuming that
almost all organizations are technically competent to achieve
the tasks that are theirs with the personnel that they have but
frequently are not able to work together in the most efficient
manner. And it is those problems of effectively utilizing and
managing their human resources that get in the way of accomplishing
the overall goals and objectives of the organization. By providing
an internal staff of Organization Development Consultants that
could be available to any manager at any level within the Agency,
it would allow any level manager to deal with his human resources
from the perspective of planning and on-going management as opposed
to waiting for a potential problem to become self-evident and
problematic resulting in what is more commonly known as fire-.
fighting.
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;. SUGGESTION EVALUATION REPORT /”W:f()
TO: Executive Secretary SUGGESTION NO. SUSPENSE DATE
Suggestion Awards Committee 77-93

INSTRUCTIONS: Please complete this form in detail to guide the Suggestion Awards Committee in making a final deter-
mination of the merits of this suggestion. Retain third copy.

1. ACTION REcomMeEncED [ JaporT  [X] pecLing [] otHer (specify):

2. REASONS FOR RECCMMENDATION (If more space is needed, use plain paper)

This is a suggestion for top management (Agency or Directorate) consideration
and we would suggest it be sent to the DD/A for review and recommendation, if thought
feasible, to the EAG. We do not believe, as suggested on the routing, that a poll
.of DDA offices would serve any purpose.

The establishment of an Organizational Development Staff would normally be
follow-on of a Management Staff with oversight responsibilities. It assumes cen-
tralized management, a structure for following objectives at the organization level
instead of office or unit, delineation of performance criteria reflective of the
objectives established, et al. Support for this type of organization does not now
exist in the Agency. Should the Agency management evolve into a centrallzed system,
this type of staff responsibility would be a natural development.

In reviewing this suggestion, however, we believe the following comments are
pertinent in an evaluation should OD Staffs be established in the future. The concept
stated herein is attractive but falls short of being something that can be implemented
as we now function. The proposal does not consider how the suggested OD Staff would
be recruited and trained. It does not address whether the Staff should be located
at the Agency or Directorate level. It does not provide an answer on how to establish
tredibility for the Staff with the managers it is to help. It does not lay out the
cost-benefit calculus that would permit one to evaluate the suggestion. It does not
define the need except in the nebulous terms of the desirability of a cooperative
effort to solve problems, always a valid idea. ‘

Should the Agency or a Directorate in the future go the route of an OD Staff,
we do not believe it would be in response to this suggestion, but rather as a step
in evolving management concepts. The 0D Staff, as noted above, is a natural develop-
ment of a centralized approach to management.

3., TANGIBLE FIRST-YEAR SAVINGS (Man-hours, material, equipment, etc.)

4. INTANGIBLE BENEFITS (See guide on reverse side of third copy)

5. WHAT OTHER OFFICES, DIVISIONS, ETC. MIGHT ALSO USE THIS IDEA?
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SUBJECT : Employee Suggestion No. 77003

ACTION RECOMMENDED: Decline
REASONS FOR RECOMMENDATION:

1. "Organization development'" is the means by which
members of an organization identify their organizational de-
ficiencies and systematically apply behavioral science
principles toward reducing them in order to improve the
extent to which the organization accomplishes its goals or
carries out its mission. Classically, OD is a dynamic pro-
cess providing a mechanism to continually recognize and
reduce deficiencies--on the premise that however effective
an organization may perform, it could be improved.

2. There is no specific "OD System," only a body of
principles to guide the process. There are as many OD models :
as there are OD applications. Although OD concepts are x
applicable for large organizations, such as the CIA, the
focus of 0D is usually toward components such as Offices,
Divisions, or Branches. An organization would usually enter
into an OD program with the help of an Organizational Con-
sultant (generally a Management Psychologist). The consultant,
after observing the organization in action, works with
organizational members in identifying keyv problem arecas
(e.g., group interaction, lateral communications), what
changes are desired, how change should be implemented, and
how the resultant change should be assessed. An important
part of organization development, particularly in its '
initial stages, is a training program tailored to the indi-
vidual needs of an organization.

-
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SUBJECT: Emplo(ee Suggestion No. 77003 ¢
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3. In summary, OD is consistent with a decentralized
form of management such as that within the Agency; it is morc
effective within components or subcomponents than it is at
large organizational levels; and, it requires the full support
of the component manager and the participation of its members.
On the other hand, there is no guarantee that OD, however
carefully it is applied, would improve the effectiveness or
productivity of an organization. (Research has revealed
that some organizations are more productive and their members
more satisfied in an authoritarian environment than in one
which is participative.) It should also be emphasized that
OD specialists--qualified for consulting and diagnosing
organizational problems--are rarely found in Government ser-
vice.

4. Additionally, the Agency, particularly in the last
few years, has made (and continues to make) definite strides
toward improving its effectiveness, which while consistent
with the basic tenets of 0D, are not specifically labeled
"organization development.'" The following is a sampling of
such activities: :

a. The recent attitude surveys, enabling
Agency management to identify problem areas and
attitudes in order to concentrate attention on
areas of need.

b. Training programs, which include:
courses to improve technical competence as well
as courses designed for individual improvement;
supervisory development courses; a new leadership
seminar (under development) which will include
specific OD principles; a seminatr offered to
senior management conducted by Professor Levinson
(who is a Psychologist, an acadamician, a manage-
ment consultant, and an advocate of 0D), and most
importantly, the Management Grid course which
represents a preliminary stage of organization
development.

c. The Agency employs a Management Psychologist
(attached to OMS, and temporarily assigned to OTR,
to assist in the development and teaching of
management training courses). The Agency Psycholo-
gical Services Staff (OMS), in addition to various
OTR faculty members, are available to provide guid-
ance or consultation on a variety of managerial or
organization development topics.

Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5
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5. Other endeavors toward this end include the MBO
Program (particularly within the DDA}, programs in virtually
all Directorates to improve the communications process, the
assessment centers (conducted with the assistance of OMS),
and the individual training workshops which are available
through OTR.

6. In conclusion, the framework for an OD effort already
exists within the Agency. Organization development concepts
are being utilized by the Agency and numerous Agency employees
have been exposed to them through the various programs cited
above. Should components wish to pursue OD to the point of
developing a specific program, a mechanism exists by which to
do so. In this respect, I recommend that this suggestion be
declined.
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=) Notes from the Director .

CENT, ”

3 May 1977

l. 1 have noted that there are few established systems of
personalized communications between senior management and all of the
cmployees of our Agency. Accordingly, 1 am instituting this series of
Director's notes which will be posted on tihe bulletin boards, distributed
to offices, and sent by message to posts overseas from time to time
when there are items which I consider to be of interest to all of us

in the Central Intelligence Agency.

2. DIRICIOR'S NOTIS:
d. Upen Budget:

Last weck the Senate Select Committee on Intelligence held
testimony on whether or not to declassify the National Foreign
Intelligence Program budget. It was my position that publishing
a4 single budget ligure could be an important part of our program
ol greater openness with the American public an. need not
endanger our security or activities. 1 advised the Committee,
however, that we must hold the line rigidly at the single
figurc only. It 1s now up to the Congress to decide whether
or not to rclcasc an open budget figure.

b. lInergy Reports:
Over the last two weeks we have released to the public

unclassified versions of two outstanding studic: completed by

Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5
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our economists. These have made a very useful contribution to the
critical and public discussions that are going on about our
energy prospects. Although the Agency has been criticized for
appearing to have released these publications for the purpose

of supporting the President's energy program, this was in fact
not the case. The studies had been in progress for over a year
and their results were not known to the President until well

after his program was under development. The information
contained in them was of such significance that it would have

been a disservice to our country not to have made it available.

It is my intention to continue to provide unclassified information
to the public whenever it will be of value. They pay for our
services and deserve to benefit directly from them as much as

possible within our security limitations.

C. letter:

A former employee wrote an

open letter to me which was published in The Washington Post.

The letter contains several allegations of improper conduct

on the part of the Agency, as well as management deficiencies.

AlthougH |declined my personal request to elaborate

and be more specific on these charges, I intend to investigate
them diligently. It would be most helpful if employees

with complaints, suggestions, or observations to report would

follow the procedures of in forwarding such information

either to the Inspector General, the DDCI, or myself--or to
the Intelligencé Oversight Board directly and privately. We all

want to improve our Agency in any way that we can, and suggestions
-2-
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or constructive criticisms or reports of apparent improprieties

or illegalities are encouraged.

d. Director's Invitation:

In my talk to employees on 28 March, I invited direct
written and private communications from any employee during the
following 60 days. The question has come up as to whether
the cutoff could be extended. It is extended indefinitely

and I would welcome- conmunications of a constructive nature

STANSFIELD TURNER
Admiral, U.S. Navy

Director

at any time.

-3-
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As I'm sure you're all awgre, the President /has announced his

ré;;gén&iétion plan for the Intelligence Commynity. The basic deci-

sion expaﬁ&g\;;nsiderably the authority of fhe Director of Central

Intelligence d\ssw we are redrafting %} cutive Order 11905 to trans-

late the President“s decision into actjbn. I am working on the details
of how to organize j;;hip.the new mi?éite given me by the President.
\

My own thinking is not en%iyely fiym at this point, but I feel I
should share with you my thoughtg on where things stand.

bBireeter-of the Intelligend¢ Commmity

As tlee ' / 1 am pleased with the outcome because I think it gives

Loth the Dy w oa/digelor sl CIH
me a much greater opportunityf to etffectively coordinate the entire
As—the—-Difector-of, CIA I.am-pleased because - wiveh

intelligence activities of fhe countryy /the attention to the intelli-

gence process generated by this decisionQf the National Foreign Affairs
Community can only benefit us. These policWpakers understand us better,
they know what we can cé for them and as a resylt they will involve us
more in their policylirocess. Contrary to the rdports in the media,
the Secretary of Deffnse and I are in full agreemeﬁ with the final
decision. During jhe debate there were sharp differeNces of opinion
but the whele thine was done with an air of cordiality
Under the r;nganization, three new authorities have Yeen given

to the DCI. Fiiét is the chairmanship of a Priorities Reviéy Committee

(PRC) consisting of the Secretary of State, Segretary

of the Treasury, Secretary of Defense, and the National Security

Advisor, to e§tablish the substantive requirements for intelligence.

E
i
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The second is the full control of the budget process which will ensure
there is neither undue overlap nor, what is bothersome more, underlap
in our intelligence activities. And, finally, as DCI I will have full
tasking authority over the entire intelligence community which will
enable us to have a central point where all of the collect%ggyelements
of the %onmmmity are pulled together.

My concept of how I would like to tie these authorities together
is still tentative in that some elements of the structure will require
Congressional approval. What I envision is to have four people report
directly to the DCI. The first will be the DDCI who will be the
operating head of the CIA, just as it is today. The second person
reporting tothe DCI will be the director of a new National Intelligence
Tasking Center (NITC). The NITC will bring together the tasking for
CIA, NSA and the NRO and will: (1) be a control level to be sure the
operations of the entire collection elements of the community work
smoothly tcgether, and (2) be a way to emphasize the dovetailing of
these collection elements so that they properly support each other and
we get the maximum return from them. The size and location for this
group has not been determined yet but the core of it will come from
the COMIREX, HUMIREX and Squiﬁ Committees. The third person reporting
to the DCI will be Dr. Robert Bowie who will be in charge of intelli-
gence production. Dr. Bowie will manage a combined NIO-DDI organization
with Dr. Stevens as his deputy. The NIOs will be the principal substan-
tive staff officers in their respective fields of assignment. They will
be responsible for coordinating all the activities of the intelligence

community in their areas of production. We do not anticipate any
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organizaticnally is still part of the CIA. The fourth person reporting
to me will be a Budget and Evaluation Chief. This person will be
responsible for the intelligence community staff less COMIREX, HUMINT
and SIGINT. This new IC function will have increased responsibilities
flowing from the DCI's enhanced budget responsibilities.

The OLC, OGC, OIG, Public Affairs, and the Comptroller will
remain as they are, reporting to and serving the DCI. The IG function
is more critical than evep@ngzd I have definite plans to increase the
size of his staff.

Within the Agency the above organizational changes will have a
couple of impacts. In the DDSGT, it is now more critical that we retain
a SIdB@F and an imagery capability. This organizational change also
reemphasizes the research and development role of DDS§T. Under this
new organization I would anticipate some expansion of the services
provided by the DDA, particularly in the area of communications and
security. Within the DDO, the CI function must be maintained and
probably strengthened. The President, Dr. Brzezinski and I believe
with great sincerity that CA is a national asset and must be maintained
in the event the nation»%géé; that capability. I want td strengthen
the overseas element of the DDO because I think there is going to be
more emphasis on what we can collect clandestinely in third countries
as opposed to only the objective A § B hard-target countries and their
satellites. /' In the past five months T have conducted a major review

of the DDO and I can tell you with add sincerity that all is very well

in the DDO organization. I have asked for minor adjustments here and
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there but not because there are cases of improper, illegal or immoral
activities. I found several things in my overview. First, the take from
the DDO is very impressive; second, the coverage is very broad and very
healthy; and thirdly, that the operational performance is admirable. I
have a great respect for the people in the field because of the risks they
take and the privations they endure.

My goals for the DDO in the future are to improve their cover, main-
tain their professionalism and to make it a leaner, more efficient service.

In that regard, based on a DDO recommendation, we are going to take a re-

duction of positions over the next 26 months. This move comes

from a conviction of DDO management that since the major cutback in South-
east Asia, the Hgs element has not reduced proportionately. Let me
emphasize that this reduction is not retributive, it is instead an effort
to be leaner and more effective. We will take as much by normal attrition
as we possibly can; beyond that we will try to offer early retirement to
as many who can take advantage of the opportunity; and, finally we will
reach down to those people who have ranked consistently at the bottom of
their grade level. It is my conviction that in the long run this reduc-

tion will only strengthen the DDO.
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Ladies and gentlemen, welcome Lo the Central Intelligence
Agency's supergrade promotion e}:@rcise. The Director of
Central Intelligence Admiral /(:II‘HGT will present the promotions,
and afterwards he will m?{ some comments regarding the
recent reorganization oflthe Intelligence Community.

STATINTL
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Let me start by saying to those who have just bee
advanced how pleased I am for them. What an absol
important and sterling accomplishment it is to xfove into or
up within the supergrades, and it is not ea . I did some

~back in my slide rule calculations, and

are well less than two percent of thg e who were available

in one way or another to have shargd this promotion

One of the things that we are going to talk about today

is the future. One of the things I am mostfiﬁtent on in the
future is to continue to make this competff&ve, but to
insure that despite problems we have around here W1th
numbers that we are going to have a'contnnulng flow through
of promotions. That is ahead of/the story.
{

J—worwld Tike—to—tuke o Tow Minutes NOW O Share With
_you-my—thoughts—As the—finet—verdivt—fromMt-—Sinai-has
_cono—dewny—amrd we haveyﬂkkﬁﬂﬂr*mﬂW“ffﬁm’iﬂst‘TﬁUT?ﬂﬁ?j-'
agmeT_neL4umma;iunkaﬁ-hﬂve a decision by the President on

this much-anticipated reorganization plan for the entire

Intelligence Community. As you all know, the basic decision
was made by the President to considerably eqund the authority
of the Director of Central Intelligence. +kn¢-}he detailed

implementation of that is something we are all working on

i

(4]
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right now. We are redrafting.&h€/§:::;:jle Order 11905 and
translating the President's decision into the implementing
~action. I, in the meantime, am working on the details of

how to organize within the mandate put down by this Presidential
decision. My own thinking is not entirely firm at this

point, but after all the suspense ﬁe have lived through

together for the past {ive or six months, I would feel

remiss if I did not share with you my thinking in the stage

that it is at at this time--so you know where I am and where

the facts are as far as they are determined by this point.
_So—thet—iv—wiat T am going—to dotodey. 1 will try to be
explicit where things are still undecided and vague, and
explicit where I think they are firm. When I am finished I

will ask for your questions and comments, s e—that we—eam—be——

wsure—that-I-hayve muddied the-wateTs adequately, the Pest—IF—=___
enranyway . Tl ——

" The basic point I would like to get across is that I am
very pleased, both as the DCI and as the Director of the
Y \ oM PLRRRO
CIA, with the way this has|worked out. i

Fet—tre—starp—iydfdr _
<ot Sﬁ\t’ﬁ-ﬂn L Rﬁ.\%sow.s. i @ for. EXAMPLE, ~

A one)we tend to overlook'\t-h-a-t- 153\@&7‘ the past six

months, the President of the United States, the Vice President,
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the Secrctary of State, the Secretary of Defense, the
National Security-ﬂauﬁﬁg;rzdvisor to the President, myself,
and many others, of course, have spent a great deal of time
on this--put a lot of effort, a lot of thought:%o it. In my
view, in the long run, that can only benefit you and me.
When the high-level people of the National Foreign Affairs
Community of the United States get interested in and involved
in the intelligence process, that is great for us. They
understand us better, they know what we can do for them
better, and they are going to involve us more in their
policy process, and that is what we are here for. So I
think we have benefited just by the fact that the review was
made, and it took such high level attention and interest. I

am very pleased with that.

LET mi_ TR Nov Houd THR PRyCusS BrY. X4 A\}
S PG TRy O R B Sl —CA T,

T e - s
Dlow oy T ety \/hllJlItll

of-how-tlhe-process—works. There has been a lot of misinfor-

mation in the mediag aﬂ—éhﬁTE‘3@“fTEﬂﬁEﬁTi7—TSJh'The debate

that we had was a very lively one. There were sharp differences
of opinion, but the whole thing was done with an air of
cordiality and respect. We had paﬁerg and studies and all

that kind of thing flowing, but it eﬁentually came down to

two meetings of the PRC). After two long sessions, we just

could not come up y¥ith a unified position or recommendation

)
0"*‘ 4
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for the President. Not only did Secretary Brown and I have
different solutions, other podple had theirs, too. Between
them all we had a potpourri that just could not be brought

into one good recipe for a pie. So, we all;rhnd quite a few

of us as a matter of fact, not just the Defense and myself;:
put in our recommended solutions to the President in writing,
along with the minutes of the*y PRC meetings. The President
personally reviewed them in great detail. He involved the

Vice President in considerable discussions with all of us--
sometimes as a group, sometimes individually-—andll am sure

he put in his recommendations. The President met with us,
discussed the different points at hand, made sure he had all

of our views firsthand, and then he came up with his decision.
Now as all of you know, it is not my recommendation, it is

not Secretary Brown's, or Secretary Vance's, or Dr. Brezezinski's
it is a composite of them all. I am very pleésed with it
because I think it has given the DCI a much greater opportunity

to effectively coordinate the entire intelligence activities

of the country.{:;&—%—saiﬂj“f“Tﬁfﬁﬁﬁended a difTerent

Salution. I am net—sure—that—when I Tocommemded—Tt—I

T

1.3 Sk 9
wse—f-reatty ToIT Tt—was—the bostw—t—did—-

o
E

D
=
.
s
12
s
4+
T
@
(2]
jus}
o

Dot know it-wes-praettcTT AT Chis timeT I thoughttire
chances—efdt-being—inactrdtheway—I-recommonded—it-wWero-

ALY i bt he—Way—l—eperatep—if-he reatty TTave a conviCTIOm;
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Kstand (6311 it. 1 _did Lt FrélT t:‘uuu]\ 11197 ;;.uoj\.,ln.cts

. . . r - SR | 1 4
jeb—was—-not _a I\'r'ﬂr'ti-(—:—a‘}_ th.u.ty, CU LU dxal as L Irdau buggG‘SLOd

bt i b et t— T T Irappemes M 1 think what has
happened is that)three new authorities given to the DCI are
going a very long way toward what I had recommended, and I
think will go far enough to give us what we need to be sure

that we are pulling together as a team.

What are those three? The first is there is now
created under the PRC 2 new committec of which I am the
chairman and, as a matter of fact, I did not ask to Be
chairman, that was thruét on me. The Priorities Review
Committee consists of the Secretary of State, the Secretary
of Treasgﬁy, the Secretary of Defense, the National Security
‘%knnmjﬁ;Advisor, and myself. The objective here is for this
group to establish what the substantive requirements for
intelligence are gding to be, and what sense of priority you
and I should put in our work and all the other elements of
the Community. I think this is a very good thing because
setting the priorities for what we do is not our job. We
are here to serve the policy makers, and this new organi~'
zatign, which has not existed before, is going to involve
the policy makers in our business; and that is all to our

benefit. So that is a good step forward.

6
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The second is the control, the full control of the
budget process. I need not emphasize to all of you who have
been around the govenment a good while what a useful tool
that can be, how <dimportant it is, and what a load it is
going to put on us to exercise it judicially. A great deal
will come here in terms of being able to be sure that there
is neither undue overlap nor, what often bothers me more,

underlap between our activities.

Finally, I am, as the DCI, given full tasking authority
over the entire Intelligence Community. Now this actually
came about because it was one of the things that.I put into
my paper that went into this process, and I do not think
anybody else did. My view here has been for several months
now that we need to have a central place that will pull all
of the colilecting @lementﬁ_of the Community together. I have,
as you probably know, already created the predecessor of the

CENTR-
National Intelligence Tasking €ommittee in what we call the
DCI Planning Committee that has been meeting for several
months noﬁ. A that Committec we get all of the collecting
agencies and all of the production agencies represented
around'the table. If I say to them, "The Prcsident wants
better.intelligence on Country Y," I do not goJ}K;first to

TO MK, SerLery

C AN
one fellow and\s what[\he eers do an—c‘{fsomcbody else\what he

L0
can do. I point to one man who happens to be, in this case

7
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John McMahon because the Intelligence Community Staff is

operating as a staff for this committee and say, "Get—rt3

-got_all—-ef—these—GOMIREXy HUMERES—T I TT T TE S, oupss— ot
—tireip—ros—wronE-—. Get all these committees together and
come up with a unified plan between COMIREX, HUMINT, and
lSIGINT to do the job for us." That is what the National
 Intelligence Tasking Center is going to do. It is going to
(1) be a lever of control to be sure the operations of the
entire collection elements of the Community are working
smoothly together, and (2) it is going to be a way to
emphasize the dovetailing of these collection elements so
that they properly support each other and we get ' the maximum
return from them. Where is it going to be located? Who is
going to be in charge of it? Where is it going to get its
staff? I can only give you one vague answer. The core of
it will come from the COMIREX, HUMIREX, and SIGINTS Committees.
Obviously, there will be more people required than that S~
,ﬁe&éeue#f Where it is going to be located, 1 can not tell at
this point. There are a number of options, we are weighing
and assessing them, and it is going to take some time to
decide. I believe that this will be what you have heard me
talk apout in the past sometimes as a vice-president for
collection, but he will not have management responsibilities

over any agencies. He will only be the coordinator of the
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tasking. He will not run the CIA, the NSA, or the NRO. NGSA
will be run by the Sccretary of Defense, and the NRO similarly
as far as the day-to-day management is concerned. The CIA
will be run by the Dircctor of the CIA, but tasking for all

of them will be brought together.by this vice-president of
collection, otherwise known now as the National Intelligence

Tasking Center.

~Kom, &hat brings me almost ahead of myself,<a ljow do
a1l things fit together, and where does this tasking ceﬁter
tie in with the rest of the organization. What I am going
to describe now is my concept of how I would like to tie
these together. I want to emphasize in the strongest way
that while most of what I am going to describe can be done

) ] . ELEmEvTs oF IT
within the present authorities I possess, some Ot —remtmelal.

A e ol et gt Will have to
COW EYLRSSION Pri
get thedr approval, foT—CETTIIN clements of-rtw So, please

respect my confidence,‘ﬁﬁease recognize that there is an
element of tentativeneﬁfigﬁ?na in that 4ﬂuh-dagx§e~we need
Congressional supporg7 I obviously have not had any oppor-
tunity to‘seek‘)é as yetsiﬁfy tenfative thought is to have
four people report directly ;; the DCI. The first will be

the DDCI who, just as now, will be the operating element of
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the CIA; that is, I, the DCI, will still be the Dircctor of
the CIA just as today. You all know, there was talk about
forcing a separation,&y%t;4‘fﬁgs has not come about. 1In
fact, the President very specifically and personally said he
did not want it to come about, and I am very pleased that
that is the way this has come out. So one of the four
people reporting to me will be the DDBCI, just as today. The
-LIA remains intact as an entity, w1tﬂi§%é exception witdr ﬁ{r’
Togaie—iee the DDI/:J:SPI[\vlll get to in a moment. Basically,
there will be no substantial change that people in the CIA
will notice, ??The second person reporting directly to the
DCI will be {H;; Director of thé National Intclligence
Tasking Center and,—ageéa\ as I said before, he will not
manage anything,/&% will have dotted lines on the chart to

the CIA, to the NSA, to the NRO, and to any other collecting

agencies, in-seume. sense te—the-Stote Departmenrt—cottectionr
Eanctiem Hé will task all of these, including the CIA no
matter what the priorities for effort are to chi?%he third
person reporting directly will te Dr. Bowie who will be the

Vice President in Charge of Production. Now, the Vice

 President of Production will manage directly a combined NIO--

DDI organization. They will be fused together with Dr. Stevens

as the ﬁ%puty and Dr. Bowie as the Dircctor of that operation.

In addition to managing that operation, Dr. Bowie will be

10
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responsible for coordinating production with Statc and

Defensc. So, he is different than the Tasking Center boss
WitL javre
who has only coordinating functions; he[some lingmanagement

functions, and he has some coordinating functions. ﬁg%f!&ﬁf_.

did we do this? Because the President in thisidecision, it

seems to me, has reaffirmed very much the DCI's role as the
President's primary advisor on intelligence and the NSC's
primary advisor on intelligence. And with that, I believe
wevEL .
we can produce that Jetm® of national intelligence only by a

~good meshing of the NIOs and the Directorate of Intelligence.

I Ik SN e IODP U, S-SR, o - 3 C
He—drare—boon-workirgomr thTs—ard=th ik I obort =t his—totr—a=

punbex of months NoW —doRgebafore fhis deca o ers =ttt —le
Arere—deeided—to-cnd-withwhat—i—think-4s—an—-artifread

—&lvioiuu, 5 18 T 2 A o 1t o e s Si“g""”."7511‘1'ﬂn;11 ceparation betwaan

—tdrese~twogToOUPY. The primary mission of the combined group
will be to produce national intelligence. We must always
remember that only here in the CIA do we have people producing
intelligence who have no relationship to policy and that is
what this combined group is really going to be, am&i{f is a
véry critical national assct to have that kind of a good
production capability that does not relate or 1is not any way
biased <o policy considerations. The NIOs will be the
principle substantive staff officers in their respective

fields of assignment. They will be responsible

11
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both for coordinating all the activities of the Intelligence
Community in their areas of production and for giving
general direction and guidance to the DDI people working
with and for them. They will have to rely for the primary
part of their production support on the DDI; therefore, I
believe this change will make the DDI in effect an even more
vital and even more important element of our organization.

We do not anticipate any wild extensive organizational

b h th %ﬁw g Y Wea—ﬂ_fﬁgs
changes to accomplish this. DBob\and Sayer|will « o
v - VmRY SO0N¢

—a#s put|their implementing instructions on this,\&ﬂﬂg@? are
going to go ahead with this right away. Let me say this,
nobody in DDI need worry about his job. We have ge# a clear
charter for more, better central intelligence of a national
naturc, and there is more than enough work for all, In fact,
I have a very express plan actually to increase the size of
the staff in the DDI-NIO complex. Also, please tell all
the people in DDI that they do not have to worry that they
have lost their career status, their retirement rights,
their privileges of joining the:Bﬂﬁ‘Credit Union, or what-
ever else it may be. The Directorate of Administration will
continue to serve all the people in the DDI-NIO organization

just’as'it does today. They are still organizationally part

of the CIA. Dr. Bowie will be their boss.iiEEe fourth

person reporting to me will be a Budget and Evaluation Vice
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President, and what this really amounts to is the IC staff

less the Intelligence Collection Committecs, COMIREX,

HUMINT, and SIGINT. Here, the IC staff in this new title

will have much increased responsibilities ia-the-Budgel FLOWWG

bt S T MO gt il C iR Le  from the full
budget responsibilities that the DCI will be shouldering.

Philosophically now, let me look why we are proposing o
this four-phase organization. The National Intelligence
Tasking Center is to bring together all the colleétor@(/ The
NIO-DDI, and Vice President for Production are to b?iﬁg
together all the production elements. New I am ;uily aware
that'you4:;:g—also g#eot—ee bring the producers aﬁd the
collectors together. I happen to think at this time we need

particular emphasis on bringing the collectors together with

collectors and the producers together with producers. ~I
A=SO

-—weuéé—a&sw—sgz—that I wouldianticipate that a combination of
GuIOgncre FRom THR
thelpriorities board and sts—gmIdance| and the controls of

the Budget and Evaluation Section are going to force a close

coordination between the producing and the collection

elements, anéd—wetrave gUt—tvirave—tiat a5 an cssertiat—paat

- Q£_aux;$ntei%égenﬂg—epenaLLmL. I do not want to forget the
important elements of OLg and OGg,anﬁ'Public Affairs,

Comptroller,\lnspector General, Basically, they will remain
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as they are today reporting to and serving the DCI. It is
possible that sometime in the future we will separatc out
like functions to serve just the CIA, but that is by no
means decided at this point. Life for them will go on in
much the same stylg?it is nowfiii_would like to say that I
have definite plans to increase the size of and to stress
the cmphasis on the ihportance of the Inspector General
function. We have more and more people doing oversight of
us, and I, therefore, fecl that it is absolutely esscntial
that we stay out ahead of that by doing our own internal
oversight--is that innersight, F~do—moT Rmow. The Inspector
General's function is more critical than evér. Sﬁeaking of
the criticality of the primary functions here in the Agency,
let me quickly go through the other three Directorates I
have not mentioned and talk about each one of them and my
view of where they are going in the future. Let us start
with the Directorate of Science and Technology. Here, the
organizational changes I have described have a couple of
impacts. First, it makes it more critical, in my view, that
DDSGT retain a SIGINT and an imagery capability inehouse.

As the DCI, it is absolutely vital that I have available to
me that«kind of expertise that reports to me and is loyal to
me. I also think that it is increasingly important under

- this concept that we continue to have thé competitiveness

14
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that has to come to benefit the entire Community over the
years of the ingenuity and the ability and skill of the
DDSET's SIGINT and imagery operations in competition with
those of NSA and NRO. Secondly, this organizational change,
it seems to me, also recemphasizes the research and development
role of DDS&T. Here again, in the imagery and SIGINT areas,
we are going to need somebody who is looking at the research_
and development area from a national point of view, not just
a military point of view in developing the kinds of gadgets,
the kinds of techniques that are going to push SIGINT and
imagery forward into the future. In addition, of course it
is critical that DDSET do the research and development for
the clandestine service, nobody‘else can or will. Beyond
that I just think the record of DDSET in injecting new ideas
and injecting“imagination-into the RED process of the entire

Intelligence Community has been superb over the years and

must be preserved. Lastly, of course, the is growingSTATSPEC

rather than shrinking in importan‘ﬁ in my view, and therefore

it remains another essential element of the DDSET family.

MQving on to DDA, there certainly will be no diminution
of the need for the support that DDA provides to all of us,

—andy Ln fact, I would anticipate a likelihood under this WEW

oF
organization ai-1L§me1I£ some expansion of the common

z -
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services that they provide--particularly, the common services
of communications. I am personally somewhat concerned at

the duplication of intelligence communication channels, and

I would like look into the DDA taking a more active role in

a Community-wide area there. I am also very, very, concerned.
and interested in strengthening the security function of

DDA. It is a digression right now, but I want to say to

you, the top people here, this is one of my greatest concerns

w—

today in the intelligence world. As a natiomhin handling

national intelligenceAwhen it gets to the national debating
mvs—T

level, we are absolutely like a sieve, and it
4% be stopped. Our industrial security is horrendous; it is
just terrible, from what I have seen of it. I would say in
all candor to you that right here in the CIA we have got to

tighten up. We are very good in some areas; we are very lax
in others. The security fﬁnction is just critical; there is
no point spending all this money to get secret information

and then have it pubiished in the newspaper, as it seems to

be almost everyday around here.

Well, that moves me on to the DDO because there, too,

G‘ﬁ? the counterintelligence function thee=—tirey—tave, thathos 000*4}“
—gt=te be maintained; it has probably got to be strengthened.

I have a particular concern #here that we have to be et
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eve, more alert not only to counterintelligence against
people, but counterintelligence against technology. We must
be sure that we arc bringing both of those counterinteili»
gence functions together in the future so that we are making
every effort we can to deny potential adversafies information

of value common services of communications. I am personally '?>
' I

———

fggmewhat to them that we just give away too frecly.ffNext,
under DDO, is covert action. The President, Dr, Brzezinskitww~L
myself , L.knews, all belicve with gréat sincerity that covert
action is a national asset that must be maintained. The day
may come when the nation wants covert action in a way that
it has not even thought of today, and you and I would be
found wanting if we had not kept that capability strong.
There is no question that there is a disinclination in the
country today to use covert action. We must maintain that
capability--paramilitary and the whole works--for the day
that it will be called upon. I am dedicated to maintaining
that capability.1t§\?elieve we are all going to want more
clandestine collection, the other principle function of DDO,
in the years ahead. We are going to want to strengthen the -
oversecas element of the DDO. I think there is going to be
more cmphasis on what we can collect:clandestinely in third
countries as opposed to just the objective A and B hard-

target countries and their satellites. I think you can sece

17
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this if you will look at president Carter's foreign policy,
Dr. Brzezinski foreign policy and philosophy, and Mr. Vance's
attitudes. I think that there is every sign that the
coﬁntry is going to put more emphasis in the years ahead on
our relationships--friendly, adversarial, economic, political,
and military--with the non-hard target countries as well as,
of course, a continuing absolute demand to know what 1is
going on in the Soviet Union and China. I do not want
anybody here to misinterpret this; this is no instruction to
start sending signals to the Chiefs of Stations saying shift
your target area. Because I do not know whether what I am
saying means that it 1s going to be a totally additive
requirement that I?g"(\ﬁng to give Bill Wells or whether there
is some such substitution involved here. In any event, each
country, eath -wasw wiid have to be weighed on its own after
detailed review. So, pleasc do not misinterpret me and
start sending out new signals. All I am saying is that the
emphasis on clandestine collection for these rcasons is in
my view bound to go up. 1 see it as the best source of
secret political information that we can gety I sce it as of
increasing value and importance to complement other sources
in the cconomic arca which is getting increasing stress
throughout our inteclligence activities. I also see it as a

very important element in kecping our SIGINT and our imagery
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viable in the years ahead in hydg;ng us to know how and
where to target. While I qrn/a- the DDO, I know that m&hm
thespass {ive months that I have been here, I have gencrated
concern because I conducted a major and extensive review of
the DDO operations, vl T hope most of you involved in that,
particularly in the DDO, have un.derstoodut-}‘;;M b
BwWO would not respect me i€ I had not. I was given a clear

mandate by the President to be sure that the way the DDO was

operating was within bounds of legality and the President's

. ] STATINTL
sense of ethics and propriety.. Knowing how hard pressed I

would be in the first few months, I asked

to be my primary point man in that effort, and he has done,
in my view, a splendid job. His review of the _Headquarters
1de of the DDO operations is complete. has been given
,qﬁ’me Lr 11 mo¥ebeels-which 1 have read through. 1 can tell
you with great sincerity that both Rusty and I feel that not

only is all well, but all is very well in the DDO organization.

I have met with Bill Wells, and we have not finished. yet
with mectings on all the 11 notebooks, but\xe‘héve been
through them enouéh to know that the next meetings with Bill
are going to be like the last ones. I am asking for minor
adjustments here and there. These are not because there any
horrendous cases of things being run wrong Or improperly or

illegally or immorally or anything like that. These are

Approved For Release 2002/05/20 : GIA-RDP80-00473A000300080019-5




Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5

ﬁatters of tone, matters of style, matters of judgment; but
they are nothing of earthshaking significance. We are going
through them one by one, and we arc getting things in line
where I feel comfortable, Bill is comfortable, and we know
just how things are operating. I found in my overview, with
Rusty's help, first of all that the take from the DDO is
very impressive. Secondly, that the coverage is very broad
and very healthy in that regard. It is not narrowly confined
to one area or another, I find tﬁat.the operational_perfor—
mance is admirable, very admirable, and I speak not only
with respect to the people in the field for whom I have
engendered a great vrespect in particular because of the
risks they take and the privations they endure, but also for
the people who are at Headquarters who administer them and
give them their guidance. My goals for the DDO in the
future are to improve their cover. We have serious problems
there, not their fault particularly, and I want to give
maximum support to improving that situation, Secondly, to
maintain the same professionalism that we have today through
good training, through good inspiration. Thirdly, to main-
tain‘a professional officer corps of clandestine service
peopie of about the same size that we have today. Fourth,

“to make it a leaner, more efficient service overalfﬁﬁklast

e

summer, 1976, Bill Wells undertook a major study of the DDO
.and its structure, and he came up with a thrce-phase progran

for structuring or restructuring the DDO to be executed over
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scven or eight years until 1984, Phasec onc was executced
last summer; phasc two was scheduled for this summer. o=

G BN bt - OO i O les—=mrger [t called for a very

N—

substantial reduction in the overhead of the DDO to be

: wﬂ/
carried out between now and 1984, \N made two changecs in k=

plan—;},reduced the number of people to be reduced pmiperde
_i:—e-smaTTGT‘ﬁHﬂBE?& and A compressed it into two years and
a quarter rather than than sevén,@f—eigﬁt? So, based on the
DDO recommendation, thus somewhat réduced but compressed, we
are going to in the next 26 months take a reduction in the
DDO size of about 800 and some people--positions. Now this
is a phased plan, and it comes from a conviction of the DDO
management that since the major cutback in Southeast Asia,
the Headquarters element has not reduced proportionately.

I know that even since I have been here and listening around
and talking with groups and individuals, there is a great
deal of opinion in the corridors that the DDO being overmanned
has a lot of people who are under employed. If there is one
thing I would like is to be sure that every employece in this
Agency feels a full sense of challenge, a full sense of
contribution because without that you cannot have a full
sense of reward. Let me cmphasize in the strongest terms
that this 800 reduction is in no sense retributive, it 1is

" instead an cffort to be leaner and more cffective. It is .
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not rcally a reduction as much as it is an elimination of
surplus personnel. It will be carried out in as considerate
a way as we possibly can. For instance, we will take as

N OB~
much bylattrition thratgomes—nornetds a5 we possibly can.
Beyond that we will try to take as much from early retire-
ment so that other people who have a few years left before
they qualify for retirement will have an opportunity to do
so, Beyond that we will reach down to those people who have
been consistently graded in the bottom of their category--
the bottom five percenters or ten percenters or whatever it
may be. About half, maybe a 1ittle more than half, of the
cut will be taken in the Fiscal Year 1978 and the other in
Fiscal Year 1979. Those to be asked to leave in'Fiscai Year
1978 will be notified not later than the first of November;
no one will be required to leave before the first of March
of 1978, five months notice. For the Fiscal Year 1979 plan,
all thosc being asked to leave will be notified by the first
of June of 1978, but nobody will be asked to go before the
Beginning of the Fiscal Year which is the first of October,
some four months later. There will be a higher proportion
of cut in the more senior grades than the junior grades.
The purpose of this being several fold, One, there is a
great tendency wheh you cut large organizations to end up

being top heavy and that does not do the organization any
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good. Secondly, as I mentioned in the very beginning, we
must maintain a flow through opportunity. This is a virile,
basically young organization, and our future depends on our
continuing to attract and retain the same type of high-
qﬁality people that we have today. We have got to provide
them opportunity. Thirdly, of course, fhe more senior |
people are more likély to have an opportunity to retire
rather than to have to abandon the equity they have in the
government. Let me reaffirm with great conviction that I
approve this.elimination of these surplus people only on the
conviction that in the long run it will strengthen the DDO
organization. Let me say, without casting shivers through
the audience, that we are going to have to take the same
kind of look for surplus people in all the Directorates. I
have no thuught whatsoever that there is anything like an
800-man surplus anfwhere else. That is a unique situation
in the DDO due to the flu%zioﬁ?é] O S‘g\utheast Asia, bot~ )
with the intense scrutiny that we are going to have in the

years ahead from both the Congress and the OMB, we have—gﬂt-ﬂmngk"

-—'m;l
_te be on firm groundﬁfhu% welhavelwhat we need and nothing

more. Rewewid ™ aIWEYS Tuther—volumrteer—toncul t
"l » -
LDe—etrtmdt-we—dn-fact do not need-it, . I have not made any

judgment on any of the other Directorates at all. Let me

——

wind up by saying that these past five months, I spent a
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great deal of my time just getting to know you, getting to
know the Agency, getting to know the Community, getting to
know what my role is supposed to be as the principal intelli-
gence officer of the country. I have had to spend a lot of
time studying organization, purpose, and how to make the
Community more effiéient and e¢ffective. I am brecathing
casier now; the time has come to look ahead rather than to
look inward and backward. The President has demonstrated
particular trust and confidence in us by giving us new

O

emphasis, new authority, new requirements{ new sense of

prlorltlcso a@gl kn particular wethid-swy—heawing—amd; T kmrow;—
aTtirt T yooars publicly also-prdlsé%grthe confidence and the

dedication of the CIA,im—pexticulass I was told when I
first came here by each one of the formeéjgé?g, and I spoke
with all of them, that I could find in the government of the
United States no more dedicated, loyal, or competent group
of people than those in this Agency. Although I have bcen
loyal to a different agency of this government for some 30
years, I have to agrec with those people. This'is the top
group of qualified, loyal, and dedicated people that I have
ever worked with. I believe that the qualities you have are

now going to be put to the test more than ever before

becausc we do have a new charter, a new responsibility under

- this rcorganization. Now, we have got to deliver and I know

{ can count on you to do it. Thank you.
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Where is it muddiest? Anybody like to lead off?

Q. Sir, will these four vice presidents that you spoke of,
do you visualize that they.will become elements of a larger
legal cntity organization with some kind of a name on it?

If so, what do you think that name will be?

A. The only way I think that could come about is if we

took something like DDA and had its common service element
attached to the DCI rather than thé CIA. I do not know -that

it would.$wﬁnk44uiﬁgﬁiggég a single name like CIA. That

would just be creating the CIA all over again in.terms of

its origional concept and charter way back in 1947-49. That
concept and charter really has not worked out the way the

Congress intended it, and so I think what I am trying to do

here is create that same thing over again, but notggﬁggﬁk a nmiw—
Namec, lddes=bhas. The CIA will retainvits identity, aid—it-—m

—cottdbe—as—F—saw, 1 _do nobt-—traveTHTS WOTked out tmmy own

o / ' - - .
ind veta=that }he common services instcad of coming out of

the CIA would come out of the DCI and just be the DCI's
services, and you would have a CIA and a Vice President for
Production and, a Vice President for Tasking, and Vice
President for Budgets. Those arc sort of legal, organizational

nuances, and I do not rcally think they will affect the

25
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position, the rights, the privileges, the retircment benefits,

and so on of any of the individuals in our organization. ee—

haxve.pet—sowplications, and the reasen—F-am—being—rosttant

. 5 - Y
Aere.ds—efcourse,—the—Corgress—hus—been dTrivinig for an IC
sToff~thaetT5smot~under thT CIAT™fTcan that peoplé Rhave a

—-Sepaxata and that jg confusing lilas=ami we are going

to have

4
changes
Q. I am interested in your views on the need for competing

analyses. You are going to merge thc DDI with the NIO
structure and strengthen the numbers involved in this
process. Will this not create a rather powerful assessment
force which would tend tv vverride or dominate INR and DIA
and their abilities to present not only departmental but

national intelligence?

A. Cap—rewhear-that in_the bacqu:aN

e e e ™
That is a very good question, and it is onec that

people«have raiscd the media. I wewdke say that I am certainly
dedicated to overlapping in competing analyses. It docs not
scem to me that we should let the DDI-NIO become substantially
more proficient in military analysis &m the—gﬁfg They

shquld be good competition for them. It does not secm to me

that we should let the DDI-NIO become vastly superior to the
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INR political analysis. I think we have got fhe monopoly on
economics; I do not think anybody touches our potential
there. I certainly want to sec that overlap from the
military on the one side and the political on the other with
us having the capability to do all three disciplines very
well, I think the rcal answer to yourrqucstion is I do not
view the NIOs and the DDIs as that separate or competing
today. I think they are taflcd together, but I think
they are Luxffailed in an inefficienf way. This bringing
together will get better return for our money. I certainly

do not want to be a czar of intelligence production. "

whinple—no-~otrgirt—To~ave Tt={tIdvnot-Want ~to—sse—the.Jwerd.

besause it will gef.miscomstruedT bt I do think that there
has got to be more unity in the collection side. That is
where the money is, and that is where the real errors can
be. If you do not collect properly, you will leave a big
hole in there. 1In the production-analysis-estimating side,
we +mﬁg?%;;$:ta have overlap competition. We can afford it,
and we must have competing views going all the way forward.

g et . oo . .
#@ﬂ)&@*{v wertcir—tdret W01l Sd V. M@ F=CBTTTULLY a3 WC i o AN

—ahead~

.a

Q. I remember you spoke of strengthening counterintelligence.
Does that mean or may we take for granted that the President

has approved the establishment of a national counterintclligence
committee as discussed in PRM-117 |
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A, No. That has not becn finally decided as yet. We have

really only bitten a piece of the PRM-11. There are other B .
\fﬁﬁ have.bitten off one picce with the wire tapping bill

which has alrcady gonc forward to the Congress. We have

bitten off this piece which is the fundamental structuring

of the Community, but the piece that what was recally PRM-11,

part I, is still gestating up through the decision process

-and has not rcached the PRC let alone the President. But we

have got to have something like that.
continuation of question....

A. Oh, T think wc will get to that in Septcmber. You
know everything is sort of in a 1lull right now. Tony, have

you got any prediction on that?

I really do not. I think September is as good a guess as

I could make.

We have plenty of cooperation with the Attorney General,
Dut-they-de—not meve—too~East-~ There is sort of a waltz
going on. The Attorney General wants to make me the Chairman
of the Counterintelligence Committee, and I wént to make him
the Chairman of the Counterintelligence Committee. I only
want to get out of it because I just do ndt want the CIA,

in particular, associated with domestic activities, and
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counterintelligence hds to be domestic, too. The Attorney
General has his reasons for not feeling it is good for the
head justice man of the country to be that publicly in
charge of counterintelligence activities. So there is that
one basic difficulty of who is going to head this committee
organization. It could go to the National Security Council,
or it could go to some third party. I suspect it is going
to end up on my shoulders. I do not know. I am not going to
fight it, but I want to make the proper position here that
I do not think it is necessarily the right place for it. I

would appreciate your views on that.

Q. With your assumption of full budgetary authority of the
Intelligence Community, is there an intent for you to have
an appropriation of your own, and will it be an open appropriation,

either single one-ling-item .or otherwisc?

A. No. There has been no decision on that yet. As you
know, the Senate Selecct Committee voted nine to eight to

disclosc a single budget figure. They have not yet,™ T~

. X .
Ze5S—iplTere— T CWO Mo TS TIowW, oL MU, @ i - Gstre—reTTIT e

T WL 6o 1o TAR Sruiar e Fwoonr,
N Logwfortrrieiair Whether Yl mies This session,
W FAvOR OF —
I do not know. If they did Votc‘that,xwhether we would then

ask for scparate appropriation téwssese with everything hidden
under %ke onc figure, I do not know either. I have not

really thought that one through. If they do not, of course,
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question. Though the intent of the Presidential decision is
that not only will the DCI formulate and present to OMB, the
budget to the Congress and justify it before the Congress,
but he will receive the appropriated monies through OMB or
from OMB and dispersc them or not disperse them, as the casec
may be, to the appropriate agencies for whom they were
designated by the Congress. The control will be up and

down.

Q. As the chief control of the strategic reconnaissance

resources, will your control also extend to tactical reconnaissance?

A. No. If the element is not in the national foreign

intclligence budget’ oSt e A e Ls  Iohn MeMalian here?

«20rry, John Lbave bhoon 1o0oking—for=—yOU oW TCTC ) NE=

) ’ | EARROST.

TrE—the—tTrmrTITTNC LXCCUTLVE UTriCT—rhowus #h-ladvisory

tasking. =smthadmitrhommort T RITItr—eeaisory tasking., I

have full tasking over all the elements in the national
menam—

forcign intelligence budget. Now, if the Defense Department -
T

leaves the airplanc in that budget, it is mine to task--as
are a 138t of the SIGNIT airplanes. If it is a tactical
clement in the Defense budget as opposed to the NFIB then we

have advisory tasking. I mean if we want a tactical element

30
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to try to do somcthing ggeesd for the national eclement we, in

effect, ask them and let our requests be known. Of course,

they do the reverse, tolemmsidlndyuirastimesrame

Q. Admiral, the NIOs have been responsible for estimates
and special estimates of national intclligence up until now.
Do you see their role cexpanding into other kinds of finished

intelligence in view of the NIOs to the DDI?

A. The NIOs arc responsible for national estimates and
national production today. Do we sece any cxpansion of that

with the merger of the DDI? Bob, do you want to.try that?

Dr. Bowie: —fgorotr—offehaidw [ think Mr. Stevens
and I visualize that there would be more involvement in the -
preparation of estimates which would be only those through
the DDI for example. < Fou *the purpose. of multi-disciplinary
and other types of estimates which might require different
"offices of DDI.

I am sure we gave you what you wanted, Robert; I think the
answer is basically no. The NIOs will be sort of the top of
the pyramid of this now consolidated organization. They
will be" the contact point with the policy makers. They will
be the contact with those other elements of the National
Intelligence Community to bring together what must be

national estimates. Now, fceding into that will be what

31
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the DDI comes up with, but they can not, for instance, as
was brought out here. If they are doing a military estimate,
they can not ignore the DIA's position. Right? 50 they

will have to be the one that merges that.

Dr. Bowie: I would try and answer the question about
additional functions. The assumption is that they will
continue to perform the existing functions with respect to
the coordinating of national intelligence in which there is
participation by the DIA and by the INR. The additional
function.would be the one I described; namely, some cffort
also to coordinate in-house cstimates which might not involve
INR or DIA but which might involve several offices of the
DDI. The pr1nc1ple functlon will continue to be essentially
the Communlty JHﬁMtlgn, or thc function of pulling together
the different components of the Intelligence Community for

the purpose of producing what 1s commonly called the NIEs.

Q. How do you see the interrelationship, if any, betwecen
your production and collection vice president's with expected

product evaluation?
,

A. How do we see the vice president's production and
collection interfacing with respect to product evaluation?
I think that has got to be stimulated by the DCI himself.

It has got to be part of his NFIB responsibilities to use
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that Board as his way of taking reports that have come out

of the Budget and Evaluation Vice President, for instance,

as a stimulus or tasking the Board itself to look at various
products, to look at various situations and opportunitiecs

that werc presented missed opportunities, bad results, good
results, and try to see what this Board as the DCI's principal
adviscrs for overall community matters recommends'be done

better or differently in the future.

Q. Admiral, with respect to the IG function, what requirements,
if any, will you levy on DIA, NSA, or will you levy any

requirements at all?

A No. The Presidential decision has a phase in 1t about
the Inspector Genecral functions remaining basically where
they are. So I do not have a license to go in and conduct an
inspection of the DIA. The old Executive Order had something
about I was to assure therc were Inspectors General. It

was recally not very meaningful. I am not sure what wording
we will end up necgotiating into thi; one, but I do not sce a
major strengthening of a Community Inspector General function.
] am net sure that that is proper. I started at one point

to argue for a Community Inspector General, recgardless of

how the line of authority went with NSA, but you do not
really think you like somebody coming in and inspecting your

house when you the boss of it. I backed off on that one,
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frankly. It is a problem, and I would like to have that
ability, but that is one of the compromises we have had to

make here. I think we can work around it satisfactorily.

Q. Admiral, regarding the reduction in the DDO, how was

the figure 800 plus arrived at?

A, Well, as I mentioned, Bill came to me with a larger
figure, and it was my feeling that I didn't want to take
that much risk. I wanted to have if necessary still a
little surplus, in part because I am anxious if we can get
authority to increase the overseas contingence. 1 want to
have that opportunity anyway, and so I arbitrarily without

scientific calculation reduced his figure to this numbcer.

Q. Admiral, under the new organization, it appears that
there will be four deputies. Will there be one DDCI, or
will there be four DDCIs, and will these deputics require

confirmation by the Hill, by the Senate?

A. This again 1is a.question that can only be answered
raftertwe have negotiated with the Congress. The DDCI is a
statutory position right now, and he is the number two
fellow in the Community really, because he's the only other
Presidential appointece. So if the Congress does not want to

change that, that is your answer. My view would be that I
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would rather have four cocqual people in this spot. That
way it gives me a little moré flexibility. There are times
when I want somebody to represent me in a PRC mecting, or
some place, that you know, and the DDCI just does not happen
t6 be as well qualified for that particular function. So 1
would rather have it that they arc all on the same level.
When I go out of town, as I am going to go on Wednesday for
a week of leave, I would pick one of them and pat him on the
shoulder and say, "For this wecek fou are it.'" It might.vary
according to the personality, it might vary in accordance
with what was going on that week, and what I thought was
going to have to take precedence. Whether they should all
be statutority confirmed or not.. My only hesitation is I
think they probably should be. My only hesitation 1is you
get to much-graven in.statute and it is hard to change and
adapt. I think I am balancé if 1 cduld I would just as soon
not have them statutorily approved. That is one I have not
thought through, nor have I even talked to any of the key

people about.

Q. Admiral, people in the DDI are alrcady asking the
questfbn--are we no longer employees of the CIA? What 1is

+he answer?

A. You arc employces of the CIA, and there is no way I can
change that. You have to go to the Congress to change that.
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change it unless every right, privilege, and benefit is

fully protected. That is part of a much bigger issuc and
probably is some time down the pike. There is no way. I
mean, tﬁo NIOs all belong to the CIA today. Right? A good
bit of the IC Staff belongs to the CIA. 1Is that right or not?

My, McMahan: Legally, all of it.

A rose is a.rose is a rosc, I guess. Please assurc
people of that. You know somebody came up to mec and asked,
"Can I still use the Credit Union down here?" Ior heaven
sakes, we are not going to do anything to jGOpardizo'people's
rights or benefits and so on. There is one thing I belicve
in that an organization like this is built on pedple. If
you‘do'not take care of your people, you have not got anything
left. I am not going to let any of the people be run roughshod
over by any kind of organizational stuff. We may want to
shift the organziation afound over a period of time, but we
will never do it without being assured that it is equitable
and it protects everybody's interests and rights and so on.
Nobody's retirement is going to be put in jeopardy, and
nobody's CIARDS are going to be run down the drain. There
is no way until we get legislation, and I cannot possibly
get legislation through until next spring. You know, the
Congress will not even be back until after Labor Day, and
they abandon ship on the 21st of October. I have got to
stop using that nautical terminology. I am trying, but it
is hard. Anyway, we arc not talking about anything imminent

here in any event.
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REORGANIZATION

As I mentioned to the two groups I addressed in the auditorium
on 8 and 9 August, I am very happy with the President's decision on
reorganization of the Intelligence Community. (The actual decision
was published in Director's Notes #9 of 5 August.) The principal
points in the President's decision were:

(1) To create a high level committee chaired by
the DCI to set priorities for collecting and
producing intelligence so as to meet the
needs of our consumers.
(2) To give the DCI full control of the budget
for the National Foreign Intelligence Program.
(3) To give the DCI full control of the opera-
tional tasking of all intelligence collection
by elements of the National Foreign Intelligence
Program.

Cﬂ These actions will strengthen the role of the DCI. and with it
the imoortance of the CIA. They will not require any sub;tantia]
changes within the Agency. 1 have decided, however, to‘ﬁéfect
one reorganization within the Agency which we have been contem-
plating for some time. This is the merger of DDI and NIO.

Dr. Bowie, Dr. Stevens and I all believe that a closer
association between these two production elements will strengthen
them both. Details of how this merger will be accomplished are

| being published rdsistmsnn separately.
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Beyond this internal matter, there will be some rearrangements
within the Community, such QEEéﬁgggggéy%/Nationa1 Intelligence
Tasking Center to fulfill the role of centralizing the control of
collecting intelligence. The details of how this and related
changes are made will require approval of Congress and others and
hence are not firm at this time.

I am pleased that the principal uncertainties involved in
the reorganization question are behind us and that we can concentrate

even more on our task of providing good intelligence.
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MKULTRA DOCUMENTS

The reception on the Hill to ¢ test1mony about the newly

DAy 1 TEMN G
discovered documents on MKULTRA act1v1t1es and press coverage

of the story to date are encouraging. Our decision to come

forward promptly and openly on the new discovery, I believe,
DELAYED FoR FoORTHER gruoy
was correct. Had we[e4ee%ed~amuther:‘mure*secre%%veweeﬁrseﬁvf

ARD ArhLvyses,
aetiordI am conv1nced the documents[suael&}wou]d have found

their way into the public domain and] se—eur—detrimentl.would
have been treated in a far more sensational manner. [*Hﬂ*ﬂfﬁ3
courses—being—forthecoming is-part-of-our—responsibility-under —

both—te—tegaT Tequivements and The spirit of the Freedom of

We have now sanitized and released to 28 requestors more
THIS WAS TAKEN wRtoL0 (towRS OF DEFEFieueT

than 3,300 of the estimated 5,000 pages discovered.A@ery\thanks

Arerty, T COMMELD WGHLY RND EXTEAV MY CeRioat

to thosekwho are working so very hard on this project.
OenICATED FMPuLo/ead™

As I indicated in my testimony, virtually all the

activities discussed in the new documents had been reported

previously to the appropriate Congressional Committees, including

the Church Committee. However, the new documents provided

additional information about those activities in the form of the names
of universities and institutions which had been involved, unwittingly
or wittingly. The Senate Select Committee on Intelligence now has

the unsanitized version of all the documents. Moreover, we have

in the past few days sent 1ettefs to each of the universities and
institutions informing them of the fact that the Agency has

uncovered new information which names them as having participated

Approved For Release 2002/05/20 : CIA RDP80-00473A000300080019-5
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OUTREACH

I hope you are as pleased as I am with the positive reaction
we have received from the "60 Minutes" program on the Agency. I
am convinced that such activities further our objectives of seeking
better public understanding of what the Agency does and why, and
getting our explanation of Agency activities promptly before
the public.

You might be interested in some of the proposals that are
in the "talking" stage. I have agreed in principle to appear on
the ABC-TV program "Issues and Answers" in the fall. We will also
permit ABC's "Good Morning America" to film within the Agency

Egud;nﬂéuxhanvipw me _and other Ageney~o+¥+c+a*€§for an hour

program they are planning in connection with our 30th Anniversary.

ABC has agreed to confine all filming to a single Saturday to
simplify security .
NBC i

anxious to prepare a positive gram on the

Agency, and we ar&Jn the early sta of discussing what subject

matter might be addresséd\and jff what format. To that end they

are sending two senior refearchers to work out of the Public

Affairs Office to ain background Tnformation. U.S. News

and World Repprt is preparing a "state of theorld" special

feature bAsed on CIA analytical thinking.
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Contrary to recent news reports, we still have not made
a decision on public tours. We are awaiting completion of the
exhibits, after which we will run the tours for families of
employees, probably near the end of September. Only then,with
your help,will we decide whether to permit tours of any type

of the Agency.
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SECURITY

In a speech in Los Angeles on 12 August, I expressed my
deep concern with several evidences we have had of laxness in
industrial security, e.g., the Boyce-Lee espionage case. [
described my firm intent to tighten up  through more frequent
surprise inspections, withdrawal of security clearances where
warranted, and more emphasis on security in the awarding of
contracts. Industrial security, however, is not solely the
concern of industry. We, too, at the Agency play an important
role from many of our offices. Some are concerned with supporting
industry's efforts, some with inspecting, and many of us deal
with representatives of industry daily and must set a good example

of security consciousness. Please give this serious problem

&
your W attention.
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ACTIVITIES IN SUPPORT OF THE DEAF

el hitke Yoo &Lt To WK UPOLAD

[ Wemre=3mmened{of the excellent work of the Deaf Sign

Language Study Group which supports and assists those who are

deaf and those who work in offices where the deaf are employed.
. Vo Leasr Al

a2 AS Yy
IEﬁﬁ‘@remendansijéjmpres;EHXfﬁat we already have two groups

studying sign Tanguage. I am also delighted to find we have
a Self Study Center through which videocassettes of interest to
the deaf are available. This is a program which I strongly

support and will be following with great interest.
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NOTES

I consider the "Notes" one of principal means of
communicating directly with each of yoJ?ﬂ1§§$g$§§§5§guggﬁﬁgg,
-ef=bpaineasy appearances in the auditorium, informal lunches
and special memorandum are other principal ways I try to keep
you aQreast of my thinking on matters of concern to all of us.

fE]I continue to hear complaints that the "Motes" are not
finding their way to all employees. I believe sufficient copies
are printed. So I urge that all supervisors circulate them
as expeditiously as possible and urge &% employees to share
them with each other.

r—.a,;e%ieﬁw%ha%.cgpies are placed on

many office bulletin boards and on the main bulletin board

near the Credit Union in the Headquarters building.
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NEXT ISSUE

In the next issue of the "Notes" I will discuss the
status of the Agency's relations with the Academic Community,

a matter that is of considerable concern to all of us.
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‘REORGANIZATION

As I mentioned to the two groups I addressed in the auditorium on
8 and 9 August, I am very happy with the President's decision on reorganization
of the Intelligence Community. (The actual decision was published in
Director's Notes #9 of 5 August.) The principal points in the President’s
decision were: _ _

{1) To create a high level committee chaired by the DCI
to set priorities for collecting and producing
intelligence so as to meet the needs of our consumers.

{2) To give the DCI full control of the budget for the

* National Foreign Intelligence Program. |

{3) To give the DCI full control of the operational tasking
of all intelligence collection by elements of the
National Foreign Intelligence Program.

These actions will strengthen the ro]e.of the DCI and with it the
importance of the CIA. They will not require any substantial changes
within the Agency. I have decided, however, to effect one reorganization _
within the Agency which we have been contemplating for some time. This
is the merger of DDI and NIO.

Dr. Bowie, Dr. Stevens and I all believe that a closer association
between these two production elements will strengthen them both. Details
of how this merger will be accomplished are being published separately.

Beyond this internal matter, there will be some rearrangements within
the Community, such as creation of a National Intelligence Tasking Center
to fulfill the role of centralizing the control of collecting inte]]igence.
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The details of how this and related changes are made will requife approval
of Congress and others and hence are not ffrm at this time.

I am pleased that the principal uncertainties involved in the reorgani-
zation question are behind us and that we can concenirate even more on our

task of providing good intelligence.
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MKULTRA DOCUMENTS

The reception on the Hi1l on our testimony about the newly discovered
documents on MKULTRA drug and other testing activities and press coverage.
of the story to date are encouraging. Our decision to come forward promptly
and openly on the new discovery, I believe, was correct. Had.we delayed
for further study and analysis, I am convinced the documents Wou?d have
found their way into the public domain and would have been treatéd in a far
more sensational manner.

We have now sanitized and released to 28 requestors more than 3,300 of
the estimated 5,000 pages discovered. This has taken untold hours of
difficult work. I commend highly and extend my personal thanks to those
dedicated employees who are working so very hard on this project.

As 1 indicated in my testimony, virtually all the activities discussed
in the new documents had been reported previously to the appropriate
Congressfonal Committees, including the Church Committee. However,.the
new documents provided additional information about those activities in the
form of the names of universities and institutions wﬁich had been involved,V
unwittingly or wittiﬁg]y. The Senate Select Committee,oﬁ Intelligence now
has the unsanitized version of all the documents. Moreover, we have in the
past few days sent letters to each of the universities and institutions
informing them of the fact that the Agency has uncovered new information

which names them as having participated in some way.
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OQUTREACH

I hope you are as pleased as I am with the positive reaction we have
received from the "60 Minutes" program on the Agency. I am convinced that
such activities further our objectives of seeking better public understanding
of what the Agehcy does and why, and getting our explanation of Agency
activities promptly before the public.

You might be interested in some of the proposafﬁ that are.in the
“ta]king"'stage. I have agreed in principle to appear on the ABC-TV program
"Issues and Answers"” in the fall. We will also permit ABC's "Good Morning
America" to-film within the Agency for an hour program they are planning in
connection with our 30th Anniversary. ABC has agreed to confine all filming
to a single Saturday to simplify security.

Contrary to receﬁt news reports, we still have not made a decision on
public tours. We are awaiting completion of the exhibits, after which we
will run the tours for families of employees, probably near the end of
September. Only then, with your help, will we decide whether td permit

-

tours of any type of the Agency.
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SECURITY

STAT In a speech I expressed my deep concern

with several evidences we have had of laxness in industrial security, e.g.,
the Boyce-l.ee espionage case. I described my firm intent to tighten up
through more freduent surprise inspections, withdrawal of security clearances
where warranted; and more emphasis on security in the awarding of contracts.
Industrial security, however, is not solely the concern 6f industry. We,
too, at the Agency play an important role from many of our offices. Some

are concerned with supporting industry's efforts, some with inspecting,

and many of us deal with representatives of industry daily and must set a
good example of security consciousness. Please give this serious problem

your immediate attention.
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ACTIVITIES IN SUPPORT OF THE DEAF

I would Tike you all to know of the excellent work of the Deaf
Sign Language Study Group which supports and assists those who are '
deaf and those who work in offices where the-deaf are employed. I
was most impressed to learn that we already have two groups studying

sign language. I am also delighted to find we have a Self Study Center
through which videocassettes of interest to the deaf are available.

This is a program which I strongly support and will be following with

great interest.
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NOTES

I consider the "Notes" one of my principal means of communicating
“directly with each.of you. Meeting with small groups, appearances in
the auditorium, informal lunches and special memorandum are other
principal ways I try to keep you abreast of my thinking on matters of
concern to all of us.

I continue to hear complaints that the "Notes" are not finding their
way to all employees. ! believe sufficient copies are printed. So I
urge that all supervisors circulate them as expeditiously as possible
and urge employees to share them with each other.

Copies are placed on many office bulletin boards and on the main

bulletin board near the Credit Union in the Headquarters building.
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NEXT_ISSUE

In the next issue of the "Notes" I will discuss the status of
the Agenby‘s relations with the Academic Community, a matter that 1is

of considerable concern to all of us.
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25 August 1977

CIA RELATIONS WITH ACADEMIC COMMUNITY

In May of this year, Harvard University published guidelines for
relationships between the University and intelligence agencies. In brief, the
guidelines state that:

» the existence of any CIA-university contacts must be public

» private consultation arrangements must be reported in writing to the
dean and president

» CIA recruiters must be identified to dean, president, and placement
office in writing

» Harvard community members may not volunteer names of other
members without their permission

e Harvard community members should not undertake intelligence
operations for the CIA.

In correspondence with President Bok of Harvard on this subject, I have
made the following points:

. American scholars who have been willing to sharc information
and interpretations of developments in the international arcna often have
contributed valuably to intelligence support of the U.S. foreign policy-
making process. Without the continuing assistance of the academic
comrnunity, our ability to provide the President and other senior officials
with objective and enlightened analysis and estimates would be hampered.
I believe strongly that in this increasingly complex and competitive world
it remains in the best interests of both the academic and intelligence
comrmunities to expand and refine their contacts in a spirit of mutual
respect and understanding.”

‘... Current CIA policy covering our relations with American staff
and faculty members of U.S. academic institutions is already, to a large

Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5
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degree, consistent with the Harvard guidelines. Present Agency policies
may be summarized as follows:

All of our contracts with academic institutions are
entered into with the knowledge of appropriate senior
management officials of the institution concerned.

All recruiting for CIA staff employment on campus is
overt.

It is against our policy to obtain the unwitting services
of American staff and faculty members of U.S.
academic institutions.”

“. .. T take exception to the provision in your guideline which requires
your faculty members to report such arrangements in writing to the dean
of their faculty. ... I believe that attempts to regulate the private lives of
our citizens in a manner discriminatory to any particular group, profession
or segment of society poses serious risks. I believe that we would be far
safer not to single out any group, despite what may be transient
enthusiasm for so doing. In point of fact, it is our policy in these cases to
suggest to individual scholars that they inform appropriate officials at
their universities of their relationship with CIA. Frequently, however,
scholars object to advising any third parties on the understandable
grounds that to do so would violate their constitutional rights to privacy
and free association and possibly expose them to harassment and damage
to their professional careers. ... Thus, the decision on whether to advise
their institution of a relationship with CIA is left to the discretion of the
individual. We intend to continue respecting the wishes of individuals in
this regard.”

This issue, of course, transcends the relationship with academics. All
American citizens must continue to have the freedom to choose whether or not
they want to cooperate with any government agency, and, if they choose to
assist the CIA in its work, we must be able to ensure the confidentiality of that
relationship.

PROPOSED INTERNAL REVENUE ACTION ON
ALLOWANCES

I share the concern of our operating components and the employees
overseas with respect to the possible repeal of Section 912 of the Internal
Revenue Code, which would mean that allowances paid to employees at
foreign posts would become taxable income to them. The matter of employees’
entitlements has been discussed at the President’s Cabinet meetings, and I
assure you that the agencies and departments concerned are acutely aware of
the implications and the impact it can have on morale. The Secretary of State
and I have sent letters to the Secretary of the Treasury to urge that the
provisions of Section 912 be retained. Copies of these letters have been

2
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disseminated to the overseas posts and to the Headquarters components which
support them, and I assure you that the Agency will do whatever it can to
preserve the entitlements of our employees overseas.

A

STANSFIELD TURNER
Director

3
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1 share the concern of our operating components and the employees overseas
with respect to the possible repeal of Section 912 of the Internal Revenue Code,
which would mean that allowances paid to employees at foreign posts would become
taxable income to them. The matter of employees' entitiements has wew been ;
discussed at the President's Cabinet meetings, and i assure you that the agencies
and departments concerned are acutely aware of the impiications and the impact
Mit can have on morale. The Secretary of State and I have sekh sent letters to
the Secretary of the Treasury to urge that the provisions of Section 912 be
retained. Copies of these letters have been disseminated to the overseas posts
and to the Meadquarters components which support them, and I assure you that

the Agency will do whatever it can to preserve the entitlements of our employees

overseas.
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CIA Relations with Academic Community 72

In May of this year, Harvard University published guidelines
for relationships between the University and intelligence agencies.
Phepeato~dnpoisantipooauseoibhownpiacadant~theywgeteand-ecanse
-mﬁﬂﬂuriﬂfrwah%r%ﬁns“ﬂtfiﬁﬂ“ﬁﬁu&&ﬂnﬁﬂP’ﬁ”ﬁfﬁﬁfﬂﬂﬁﬂkmﬁxﬁmnS&LQQEEL .
In brief, the guidelines state that:

°the existence of any CIA-university contacts must be public

°private consultation arrangements must be reported in _
writing to the dean and president

é
"
o

°CIA recruiters must be identified to dean, president,
and placement office in writing

°Harvard community members may not volunteer names of
other members without their permission

°Harvard community members should not undertake intelligence
operations for the CIA

In correspondence with President Bok of Harvard on this subject,
I have made the following points:

dﬁ;.éﬂAmerican scholars who have been willing to share
information and interpretations of developments in the inter—
national arena often have contributed valuably to intelligence
support of the U.S. foreign policy-making process. Without

the continuing assistance of the academic community, our ability
to provide the President and other senior officials with ob-
jective and enlightened analysis and estimates would be hampered.
I believe strongly that in this increasingly complex and competitive
world it remains in the best interests of both the academic and
intelligence communities to expand and refine their contacts in a
spirit of mutual respect and understanding."

dé..ﬂ#ﬁurrent CIA policy covering our relations with
American staff and faculty members of U.S. academic institutions
is already, to a large degree, consistent with the Harvard guide-
lines. Present Agency policies may be summarized as follows:

All of our contracts with academic institutions
are entered into with the knowledge of appropriate
senior management officials of the institution
concerned.
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All recruiting for CIA staff employment
on campus is overt.

It is against our policy to obtain the
unwitting services of American staff
and faculty members of U.S8. academic
institutions."
“w Ha
. oo f7I take exceptionGiith) the provision in your guideline
which requires your faculty members to report such arrangements
in writlng to the dean of their faculty...At.le&at“WTmﬁégzggffég
101 ‘tfvauekmalaa—uagulatummduiquu;aqqﬂ4£ablam&e~i
Bt&-—m&!—ry Tortirer rorernmenrtrITigencies, i‘o‘f"ém
sogrernner boretrriemgichebo-nobebheeaseh, I believe that at-
tempts to regulate the private lives of our citizens in a manner
discriminatory to any particular group, profession or segment of
soclety poses serious risks. I believe that we would be far
safer not to single out any group, despite what may be transient
enthusiasm for so doing. In point of fact, it is our policy in
these cases to suggest to individual scholars that they inform
appropriate officials at their universities of their relation-—
ship with CIA. Frequently, however, scholars object to advising
any third parties on the understandable grounds that to do so
would violate their constitutional rights to privacy and free
association and possibly expose them to harassment and damage to
their professional careers..,.4&8~younare~awrre;~there-are~twogucir
cases-cfunfair..and.prajudicisb-haresementmatthia-time-omr-otiey
eawmpuaes. Thus, the decision on whether to advise their in-
stitution of a relationship with CIA is left to the discretion of
the individual. We intend to continue respecting the wishes of
individuals in this regard."

o

This issuz, of course, transcends the relationship with academics.
All American citizens must continue to have the freedom te choose whether
or not they want to cooperate with any government agency, and, if they
choose to assist the CIA in its work, we must be able to ensure the
confilidentiality of that relationship.

e
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I share the concern of our operating components and the employees ovérseas
with respect to the possible repeal of Section 912 of the Internal Revenue Code,
which would mean that allowances paid to employees at foreign posts would become
taxable income to them. The matter of employees' entitlements has wew been
discussed at the President's Cabinet meetings, and I assure you that the agencies
and departments concerned are acutely aware of the implications and the impact
it can have on morale. The Secretary of State and I have iedh sent letters to
the Secretary of the Treasury to urge that the provisions of Section 912 be
retained. Copies of these letters have been disseminated to the overseas posts
and to the Headquarters components which support them, and I assure you that
the Agency will do whatever it can to preserve the entitlements of our employees

pverseas.
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I share the concern of the operating components and the

employees Qverseas with respect to the possible repeal of

Section 912 of the Internal Revenue '.Code, which would mean

that ailowances paid to employees at foreign posts would become

taxable income to them.Igi—&m—éﬁ%}y—&ware~that infl}atien—and

the“cest”cf“}ivingM&piral,at overseas-locatien—have—etiminated
Mzg ADUAMNTA ] B

wich of-tho atrrmettvemess previously associated with foreign

-toursamd-that—a-significant -increase in taxation ceuldwﬁake

rt~&&££1¢u1t -or—-impossible for them _to meet their commlitments

faor foreign-serviter Thrswr: a'prebiemrwhrch_haS“been~deve1ep1ﬂg~for

the-pasttWo yTATS, md—it—is—Tow—coming sharply. into focus .because
thevﬂew~tﬁx~iegistﬁtien‘mustrbenconsidered by the Congress—in-the=
near futurei:IThe matter of employees' entitlements has now ‘been
discussed at the President's Cabinet meetlngs, and I assure you that
the agencies and departments concerned are acutely aware of the
implications and the impact it ﬁggiﬁ;z*;n morale. The Secretary

of State and I have Both sent letters to the Secretarz‘of the Treasury
to urge that the provisions of Section 912 be retained. Copies of
these letters have been disaéminated to the everseas posts and to
the Headquarters components which support them, and I assure E

that the Agency will do whatever it can tormu““w=1t‘ ect—thre—righds of

:ﬁs employees overseas.
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SUB;?CT: RECOMMENDATION ON TAXATION OF ALLOWANCES
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1. ON JULY 3@ SECRETARY VANCE SPOKE TO SECRETARY OF
TREASURY BLUMENTHAL AND SENT HIM A LETTER AND STAFF MEMO-
RANDUM EXPRESSING STRONG OPPOSITION TO PROPOSAL OF TREASURY
OFFICE OF TAX POLICY CONSIDERATION OF REPEAL OF S5ECTION 212
OF THE INTERNAL REVENUE CODE. HE URGED THAT THE PROPOSAL
NOT BE SENT FORWARD AS PART OF ANY TAX REFORM PACKAGE AND
STATED HIS WILLINGNESS TO TAKE UP THE MATTER WITH HIGHEST
LEVELS IF IT SHOULD BE NECESSARY TO RO SO.

2. GECSTATE EXPRISSED HIS JUDGMENT THAT THE PROPQOSED
REPEAL OF SECTION 912 EXEMPTING THESE OVERSEAS ALLOWANCES
FROM TAXATION WOULD HAVE SERIOUS ADVMERSE IMPLICATIONS NOT
ONLY FOR DEPT OF STATE, BUT FOR AL. OTHER GOVERNMENT
AGENCIES WITH CIVILIAN EMPLOYEES SERVING ABROAD. HE NOTED
SEVERE TAX IMPACT OF PROPOSAL ON STAFF AS WELL AS OFFICER
LEVEL PERSONNEL. HE ALSO STATED THAT OUR EMPLOYEES MUST
NOT BE DISADVANTAGED THROUGH TAXATION OF ALLOWANCES WHICH
REPRESENT REIMBURSEMENT TO THEM FOR THE UNUSUAL COSTS
ASSOCIATED WITH THEIR OVERSEAS ASSIGMMENTS. "SUCH

ALLOWANCES SHCULD NOT BE CONSIDERED INCREMENTAL "INCOME
TO EMPLOYEES.

3. THE SECRETARY REGARDS THIS AS AN EXTREMELY IMPORTANT

ISSUE AND BE ASSURED THAT EVERY EFFORT WILL BE MADE TO
KEEP ALL EMPLOYEES INFORMED OF ANY DEVELOPMENTS. CHRISTOPHER

-
-
-
-
-
-
™
—
-
o
-
wa
-
-
o
-
-
-
-
-
-
-
-
[
-
-
-—
-
-
-
s
-
-
-
-
-
-
-
=
-
-
-
-
-
-
L
-
-
-
-
-
L
“wt
-
L.
-
-
-
-
-
-
-
- .
e
-
-
-~
-
-
-
-
-
-
-
-
o
-
-
-
-
-
-
-
-

Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5

UNCLASSIFIED



-

st A 7, 10 7 |
s R pproygd For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5

’ e - T

-

E SECRET/ RrRY OF STATE .
TH ' - 7720070

- : WASH!NGTON'

-7 July‘BQ, 1977
rOPTES TO: ' ' :
n .
5/5-S
3/5-S-LF
A .
w/MO - . )
Ré.(jhw) pear Mike:-
_ At the Cabinet meeting on July 25, you mentioned
\\ that Treasury was considering the taxation of allowances
.. and benefits paid to USG civilian employees overseas
L as part of the administration's Tax Reform proposals.

This is of great concern to me. The proposed
repeal of gection 912 excmpting these overseas allow-
ances from taxation would have most serious adverse
implications not only for the Department of State, but
for all other government agencies with civilian employees
serving abroad. 1f we are to retain the flexibility we
‘need in the personnel administration of our overseas
operations, we must insure that our.personnel are not
financially disadvantaged through the tavation of aliow-
~ances which represent reimbursement to them for the

“ unusual costs associated with their overseas assignments.
such allowances should not be considered ipcremental
income  to employees. T subscribe fully to the yeasons
in opposition to the proposal set forth in the attached

memorandwmn.

I urge you not to go forward with the proposed
repeal of the overscas allowances exenption. I regard
this issuc as SO important that T would want to take it
up with the president if it should be necessary oY if
you should wish me to do sO. ' :

sincerely,

[

K' O MICROFILEEY

i BY_S/STL

The llonorable
W. Michael Blumenthal,.
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STAFF MEMORANDUM

It has been suggested that it is necessary to tax
the allowances of government.c1v1llans oversecas because
we want to treat them in the same manner as employees
of private industry overseas. The repeal of Section 912
will not contribute toward equal treatment, when the
conditions under which each group serves are different
in so many ways. Nor should it be suggested that
taxation of military allowances and benefits would
constitute equal treatment for civilian and military
personnel. It must be recognized that different groups
with different reasons for being overseas and differing
needs and responsibilities are involved. That fact alone
argues for the need for separate treatment and procedures

. to meet the specific needs of each group.

‘The Overseas Differential Act of 1960 (P.L. 86-707)

" which authorizes most of the overseas allowances 1in

question, and the House and Senate Reports on the Act,
clearly show Congressional recognition that service
abroad entails expenses to employees above those which
the employees would incur were they stationed in the
United States. There has never béen any intention to
provide overseas employees with monetary advantages over
their colleagues who serve at home, except to assure
equal treatment, as in the case of cost of living payments.
Many misconceptions exist, both in and out of government,
as to the true nature of overseas allowances and
benefits. If unbalanced treatment truly does exist
between employees serving in the U.S. and abroad, methods

of correction short of repealing Section 912 must be’

found.

The Inter—-Agency Committee on Overseas Allowances
and Benefits has reviewed the existing structure of
federal civilian overseas allowances and benefits to
arrive at recommendations on a comprehensive allowance
program which would, effectively and equitably, meet
current requirements for overseas operations. Secretary -
Vance sent Secretary Blumenthal a copy of the report on
July 11 emphasizing the former's agreement with the
conclusions of Chapter 4 - Taxation of Allowances.

Since the treatment of allowances for tax purposes

is an essential element of the entire allowance
structure, all committee members were asked to comment
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on the proposed repeal of Section 912 of the Internal
Revenue Code. There was agrecement by 19 of 20 agencies
(Department of Treasury abstained on Chapter 4) that a

" flat repeal of Section 912 at this time would' be grossly
inequitable, prejudicial to the operations of the foreign
affairs agencies, and without significant benefits to
overall U.S. Government operations.

A brief review of some of the more significant
_ overseas allowances will show why it would be inappro-
« -priate to subject them to taxation. The essential
\ \feature of each of these allowances is that it is
‘intended to defray necessary additional expenses
incurred because of overseas service. With the
“exception of the hardship differential paid to
employees at unhealthy, dangerous or otherwise less
desirable posts, which is currently subject to
taxation, none of the allowances are classified as

"premium"” allowances.

v

-~ The cost-of-living allowance is simply
an equalizer designed to offset the
difference between .the cost of living
at an expensive foreign post of assign-
ment and in Washington, D. C. It is not
realistic to expect employeces to pay
additional taxes because prices are higher
in some parts of the world. For example,
the cost of living for U.S. Government

STAT

—-- An education allowance is authorized so that
all parents employed by the Government over-
seas can provide their children with the !
level of education which is available to
all children free in the United States.
Clearly this is not incremental income and
not properly taxable.

~-— The guarters allowance is also an offset
against extraordinary housing expensecs
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] TR

Py f

<Approved For Release 2002/05/20 : CIA-RDP80-00473A000300080019-5

- 3 -

which an employee encounters as a direct
result of his assignmept in a foreign
country. The annual tost of rent and
utilities for a typical GS-13 employee

STAT

of adequate housing ana splrarllng et
and utility costs at most foreign loca-
tions, the quarters allowance continues
to be necessary to assign the right
person to the right post at the right
time. :

If one were to follow‘the‘tax methodology of 15%

- suggested by Assistant Secretary Woodworth of the Office

of Tax Policy to the representatives of State, Agricul-
ture.- pOD and CIA who met with him, the increase in

STAT
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1 August 1977

The Honorable Michael Blumenthal
The Secretary of the Treasury
Washington, D.C. 20220

Dear Mike,

At the Cabinet Meeting on 25 July 1977, you mentioned the
possibility of legislation which would rescind Section 912 of the
Internal Revenue Code, thereby making allowances paid toc overseas
personnel taxable income to them. I appreciate your raising the
subject at this level and would like to take this opportumity to
comment from the CIA viewpoint. :

During the past two years, there has been significant concern
in the Agency on the part of management, as well as the employees,
with respect to this legislation. It would have very serious
jmplications for all agencies with persomnel overseas, since it
would mean that employees assigned abroad would thereafter be
faced with the payment of substantially increased income taxes.

There are a number of reasons why we feel that a revision
of the law would be a mistake, and we are-prepared to document
these in as much detail as necessary. Basically, however, they

" fall into three categories:

First, the burden of the change would be borne
by employees, particularly those in the lower grades,
and it would then not be possible to persuade employees
to accept: the overseas obligations. Further, the
short-term impact on complements abroad could be
devastating, both to morale and to willingness of
employees to stay abroad.

Second, there seems to be an assumption that,
if Section 912 is rescinded, the other committees
of Congress will increase the allowances to help
offset some of the taxes the employees will pay.
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In discussions with some of the committees, however,
they have indicated that they do not believe that
the Congress would increase appropriations for this

purpose.

And, finally, the requirement to report all of

these expenditures in the separate pay accounts of
the thousands of employees, and otherwise facilitating
enforcement of the new law by the Internal Revenue
Service, would result in an enormously increased
administrative workload. We believe, in fact, that
the additional appropriations and increased workload

- would nullify any benefit the Government might other-
wise realize as a result of increased revenue from
the -employee/taxpayers. .

The CIA is represented on the Interagency Committee on Overseas
Allowances and Benefits, which is still in liaison with the working
level in the Treasury Department to assure that all of the related
facts are available to your staff. I sincerely urge that these facts
be given careful consideration, because our overseas operations will
‘be vitally affected if key employees conclude that their financial
best interests require that they aveid service abroad.

Yours,

~ STANSFIELD TURNER

L
e
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